Transformational Leadership and Employee Attributes by Qabool, Sahar & Jalees, Dr. Tariq
Research
Market Forces
College of Management Sciences
Vol. XII,  No. 2
December 2017
21
Abstract
In the present age of innovation and technology diffusion, many organizations employ a diver-
sified workforce. Past research suggests that a transformational leadership style is needed for 
managing a diversified workforce. This study examines the impact of transformational lead-
ership on employee engagement, employee performance, self-efficacy, organizational com-
mitment, job satisfaction and employee creativity in the banking sector of Pakistan. The valid 
sample size for the study was 92, with a response rate of 92%. The questionnaire was adopted 
from earlier studies. The results indicate that transformational leadership does not have a sta-
tistically significant influence on self-efficacy and organizational commitment. On the contrary, 
transformational leadership has a strong effect on employee engagement (R2 = .61), employee 
performance (R2 = .57), employee creativity (R2 = .52) and job satisfaction (R2 = .52). 
Keywords: Transformational Leadership, Employee Performance, Job Satisfaction, Employee 
Engagement, Organizational Commitment, Employee Creativity, Self-Efficacy.
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Transformational Leadership 
and Employee Attributes
Introduction
The transformational leadership style has been effective in inspiring employees to per-
form beyond expectations (Bass, 1985). A transformational leader activates employees’ 
higher order needs and motivates them to perform at their best. Both employees and orga-
nizations benefit as a result (Allen, Herst, Bruck, & Sutton, 2000). A transformational leader 
also plays a critical role in managing change within the organization by sharing his vision 
with the employees (Wang et al., 2016). An effective transformational leader inspires, pro-
motes intellectual stimulation and empathizes to employee needs (Cappelli, Singh, Singh, 
& Useem, 2015). The environment of trust and respect created by a transformational lead-
er helps employees to perform beyond expectation (Baloch, Ali, & Zaman, 2014). Sever-
al earlier studies have found a positive relationship between transformational leadership 
and employee performance (Bass, 1985; LePine, Zhang, Crawford & Rich, 2016). Researchers 
have also explored the relationship between transformational leadership and employee 
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engagement (Nasomboon, 2014; Popli & Rizvi, 2015). The effect of transformational leader-
ship on self-efficacy, job satisfaction and organizational commitment have also been inves-
tigated (Kopperud, Martinsen, & Humborstad, 2014; Pantouvakis & Bouranta, 2013). Other 
studies have examined the indirect effect of transformational leadership on employee per-
formance. Some of the intermediate constructs used for measuring this relationship are 
culture, innovation and knowledge management (Birasnav, 2014; Muenjohn & Armstrong, 
2015; Paulsen, Callan, Ayoko, & Saunders, 2013).
While many studies on transformational leadership have been undertaken in developed 
countries, limited research has been carried out in the context of Pakistan. Therefore, this 
study examines the effect of transformational leadership on employee performance, em-
ployee engagement, self-efficacy, organizational commitment, job satisfaction and em-
ployee creativity.
Literature Review
Transformational Leadership Theory
Transformational leadership theory describes how supervisors with leadership qualities 
drive organizational change (Choi, 2006; Singh & Krishnan, 2005). The theory was intro-
duced by Burns (1978) and extended by others. According to Burns (1978), a transforma-
tional leader is able to extract and nurture the hidden attributes of his followers due to 
which both followers and organizations become successful. The transformational leader-
ship theory proposes that leaders through their personality traits provide empowerment to 
their followers (Choi, 2006). Such leaders introduce ideological morals and values into the 
organization and inspire their followers. Thus, transformational leadership has been effec-
tive in diverse cultures across the world (Bass, 1995).
Technological innovation, globalization and industrial strategies must complement each 
other and support management objectives and practices (Ergeneli, Arı, & Metin, 2007). Or-
ganizations need dynamic leaders that can perform in diverse cultures (Avolio & Gardner, 
2005;  Bass, 1995). Research suggests that transformational leadership has been successful-
ly implemented in diverse cultures across the world (Acar, 2012; Bass, 1995)
Theoretical Grounding 
A conceptual framework has been developed based on the previous literature and the 
Theory of Transformational Leadership. The framework is presented in Figure 1. This is fol-
lowed by a discussion of transformational leadership and relationships depicted in the con-
ceptual framework.
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Figure 1: Conceptual Framework
Transformational Leadership 
Transformational leadership plays a significant role in satisfying followers’ needs and 
solving their problems. It also helps followers in attaining their desired goals (Theisohn 
& Lopes, 2013). Transformational leadership is considered different from other leadership 
styles as it motivates followers through inspiration (Bass, 1995; McCleskey, 2014). Studies 
have found that a transformational leader creates an environment of trust and engagement 
due to which employee motivation increases significantly (Bass, 1995). Such leaders not 
only share their vision and mission but also ensure that employees contribute according to 
their capacity and ability (Stewart, 2006).
Transformational leadership is associated with many performance indicators including 
commitment and motivation (Boies, Fiset, & Gill, 2015; Burns, 1978; Kelloway, Gilbert, Frac-
caroli, & Sverke, 2017). Burns (1978) observed that transformational leaders not only influ-
ence their followers by exchange of relationships but also give rewards and punishments. 
As a result, transformational leaders tend to raise the morality and motivation levels of their 
followers. 
The transformational leadership style has been applied in various sectors of the econo-
my including sports and education (Bass, Avolio, Jung, & Berson, 2003; Beauchamp et al., 
2010; Callow, Smith, Hardy, Arthur, & Hardy, 2009). However, there is a lack of consensus 
among researchers on how to measure, analyze and conceptualize transformational lead-
ership (Avolio & Gardner, 2005; Hardy et al., 2010).
Transformational Leadership and Employee Performance
A study carried out in 408 services organizations in Spain found that transformation-
al leadership behavior is directly correlated with employee learning and performance. It 
was also found that organizational learning is systematically related with performance. The 
study also observed that the relationship between organizational performance and trans-
formational leadership was indirect. The study concluded that transformational leadership 
is important for improving the financial performance of organizations (Aragón-Correa, 
García-Morales, & Cordón-Pozo, 2007; Berghe & Hyung, 2011).
Although several studies have validated the effect of transformational leadership on 
employee performance (Wang, Oh, Court right, & Colbert, 2011), most studies have not 
explained how employees are able to produce outstanding results under the influence of 
transformational leadership (Bass, 1985). Many studies have linked transformational lead-
ership with employee performance and also found that transformational leadership has 
a significant positive effect on trustworthiness. This indicates that employee performance 
improves with an increase in the trust of leaders (Schaubroeck, Lam, & Peng, 2011).
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Previous research has found that the transformational leadership style has an inspira-
tional effect on employees which enhances their self-efficacy and motivation level. It also 
leads to better employee performance (DeRue & Wellman, 2009; Kelloway et al., 2017; Wang 
et al., 2016). Thus, it has been hypothesized that:
H1: Transformational leadership has a positive effect on employee performance.
Transformational Leadership and Employee Engagement
Charisma, being an important trait of transformational leaders plays an important role in 
changing the focus of employees from negative to positive (Lievens, Caestecker, Van Pottel-
berge, Van de Putte, & Dupont, 2017; Schmitt, Den Hartog, & Belschak, 2016).
Several studies on transformational leadership have found that it has a positive effect 
on employee engagement (Crawford, Rich, Buckman, & Bergeron, 2014; Strom, Sears, & 
Kelly, 2014).Two aspects of transformational leadership, i.e. inspirational motivation and 
charisma also helps in increasing employee engagement. Thus, inspirational leaders en-
hance employee engagement through motivational speeches, appreciation and stimulat-
ing teamwork (Kuhnert & Lewis, 1987; Washington et al., 2014). Employee engagement also 
increases when leaders encourage employees to solve the prevailing problems through 
creativity and innovation (Breevaart et al., 2014). As opposed to transformational leader-
ship, transactional leadership tends to have a negative effect on employee engagement 
(Henker, Sonnentag, & Unger, 2015; Judge et al, 2003).
H2: Transformational leadership has a positive effect on employee engagement.
Transformational Leadership and Self-Efficacy
Transformational leaders also enhance subordinate self-efficacy through persuasion 
(Tims et al, 2011). These leaders provide sufficient opportunities to subordinates to do chal-
lenging jobs through which they can learn, develop skills and raise their self-esteem (Bre-
evaart et al., 2014).
Transformational leaders tend to give positive feedback to subordinates and promote 
optimism. As  a result, they enhance employee commitment to achieve organizational goals 
(Tims, Bakker, & Xanthopoulou, 2011). Studies have found that Pygmalion helps in enhanc-
ing self–efficacy.  Pygmalion also promotes learning and positive expectations (Celuch, Ka-
souf, & Strieter, 2015). Leaders with charisma emphasize on channeling efforts which leads 
to an increase in self-worth and self-efficacy (Mittal & Dhar, 2015). Higher self-worth also 
leads to self-efficacy and a sense of moral correctness. They also help in building employee 
strength and confidence (Caillier, 2016; Hurter, 2009). Studies have found that transforma-
tional leaders have a capacity to influence and enhance self-efficacy and self-belief. 
H3: Transformational leadership has a positive effect on self-efficacy.
Transformational Leadership and Organizational Commitment
The notion of organizational commitment has been widely researched in the academic 
literature (Joo, Jun Yoon, & Jeung, 2012). Transformational leadership has been found to 
enhance employee development in organizations (Braun, Peus, Weisweiler, & Frey, 2013). It 
has also increased employee commitment and retention within organizations (Beverborg, 
Sleegers, &Van Veen, 2015).
It has been observed that transformational leaders promote employee development 
through inspiration and organizational commitment (Avolio, Zhu, Koh, & Bhatia, 2004). A 
study carried out in 90 Singaporean schools had found that transformational leadership 
has a significant relationship with  job satisfaction and  organizational commitment (Ross & 
Gray, 2006). Organizational commitment is also reflected by the level of employee involve-
ment in an organization. Prior studies have found that organizational commitment can be 
increased through transformational leadership (De Moura, Abrams, Retter, Gunnarsdottir, & 
Ando, 2009; Brown, 2003; Mumford & Gustafson, 1988).
Transformational leaders play a significant role in increasing employee commitment. 
Employee commitment is achieved by encouraging employees to think creatively and criti-
cally. For example, employee commitment can be enhanced through appreciation, recogni-
tion and involvement in decision making. All such  activities are geared towards employee 
development (Avolio & Gardner, 2005). Several studies have concluded that organizational 
commitment was high for those employees who had worked with transformational leaders 
(Braun et al., 2013; Geyer & Steyrer, 1998).
H4: Transformational leadership has a positive effect on organizational commitment.
Transformational Leadership and Job Satisfaction
Job satisfaction has been a widely researched topic in the academic literature. Many 
studies have examined how job satisfaction is affected by leadership styles (Elkins & Keller, 
2003). Organizations that are flexible and encourage participative management tend to 
have a highly satisfied workforce (McKinnon, Harrison, Chow, & Wu, 2003). Studies have 
observed that transformational leadership qualities have a significant relationship with job 
satisfaction and commitment. The relationship between transformational leadership and 
job satisfaction has been examined across many industries and organizational settings 
(Podsakoff, MacKenzie, & Bommer, 1996; Vann et al, 2014). It has also been observed that 
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the transformational leadership training program had significantly improved employee 
perception of leaders (Kelloway, Barling, & Helleur, 2000).
H5:  Transformational leadership has a positive effect on job satisfaction.
Transformational Leadership and Employee Creativity
Creativity refers to an individual’s ability to develop new concepts and constructive solu-
tions to problems (De Jesus, Rus, Lens, & Imaginário, 2013; Wilson, 2009).  Transformational 
leadership not only play a significant role in inspiring followers but it also promotes creativ-
ity (Chang & Lee, 2007). Transformational leadership and creativity have some common de-
terminants including vision, support for innovation and recognition (Elkins & Keller, 2003). 
Self-efficacy also leads to creativity. Since transformational leaders create self-efficacy, they 
also promote creativity through self-efficacy. Studies have found that employees with a 
high level of self-efficacy often generate new ideas and solutions (De Jesus et al., 2013). 
In addition, emotional bonds created through transformational leadership also promotes 
creativity. While several studies have found that transformational leadership promotes cre-
ativity, there is some evidence to the contrary (Jaussi & Dionne, 2003; Wang et al, 2014).
H6: Transformational leadership has a positive effect on employee creativity.
Methodology
Population and Sampling
The study focuses on the banking sector in Karachi. Moreover, a non-probability sam-
pling technique was used. Approximately 100 questionnaires were distributed to bank em-
ployees in Karachi with a response rate of 92%.
Respondents Profile
The age of the respondents ranged between 35 to 55 years (Means= 21.50 and SD 2.69). 
Around 67% of the respondents were married while the remaining 33% were single. The 
respondents included 78% males and 22% females. Approximately 31% of the respondents 
had a master’s degree, 55% had a bachelor’s degree and the remaining 14% had only inter-
mediate qualification. 
Scales and Measures
The questionnaire used in the study had 7 questions on demographics based on the 
nominal scale.  The questions related to the objectives of the study were based on five point 
Likert scale; one being strong disagreement and five being strong agreement. A summary 
of the scales and measures is presented in Table 1.
Table 1: Summary of Scales and Measures
Construct Source  Items Reliability in
   earlier studies  
Transformational Leadership (Avolio & Bass, 1995) 5 0.80 to 0.92
Employees Performance (Avolio & Bass, 1995) 8 0.77 to 0.90
 Employee Engagement (Wilson, 2009) 8 0.75 to 0.90
Self-Efficacy (Hurter, 2009) 8 0.77 to 0.90
Organizational Commitment (Brown, 2003) 8 0.77 to 0.90
Job Satisfaction (Berghe & Hyung, 2011) 8 0.75 to 0.90
Employee Creativity  (Avolio & Bass, 1995) 8 0/76 to  87
Results
Descriptive Analysis 
Descriptive analysis was carried out to examine the internal consistency and normality of 
the data. The results are presented in Table 2.
Table 2: Descriptive Analysis
 Cronbach Mean Std. Dev. Skewness Kurtosis 
 Alpha
Transformational Leadership 0.83 3.52 0.42 0.37 -0.89
Employee Engagement 0.87 3.42 0.46 0.39 -0.94
Employees Performance 0.79 3.45 0.44 0.25 0.45
Self-Efficacy 0.73 3.59 0.44 0.45 0.61
Organizational Commitment 0.84 3.41 0.58 0.6 -1.01
Job Satisfaction 0.80 2.47 0.81 -0.15 0.3
Employee Creativity 0.71 3.35 0.33 0.34 0.89
Table 2 shows that the Cronbach alpha (reliability) of employee engagement was the 
highest (α= 0.87, Mean = 3.42, Std. Dev = 0.46) and employee creativity the lowest (i.e. α = 
0.71, Mean = 3.35, Std. Dev = 0.33). The reliability of all the constructs are greater than 0.7 in-
dicating acceptable internal consistency (Bryman & Bell, 2015). The variable job satisfaction 
has the lowest Skewness (SK=-0.15) while organizational commitment has highest skew-
ness (SK=0.6). However, the Kurtosis value is the highest for organizational commitment 
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(KR=-1.01) and it is the lowest for job satisfaction (KR=0.3). As the Skewness and Kurtosis 
values for all the variables lie between the range of + 3.5 it can be assumed that the con-
structs have univariate normality (Bryman and Bell, 2015). 
Convergent Validity
Convergent validity was examined to identify whether the constructs are different from 
one another. The results are presented in Table 3.
Table 3: Convergent Validity
 Mean Std. Dev. Reliability Variance
Transformational Leadership 3.52 0.42 0.85 78%
Employee Engagement 3.42 0.46 0.88 79%
Employees Performance 3.45 0.44 0.79 75%
Self-Efficacy 3.59 0.44 0.69 73%
Organizational Commitment 3.41 0.58 0.9 71%
Job Satisfaction 2.47 0.81 0.8 67%
Employee Creativity 3.35 0.33 0.84 77%
Table 3 shows that the reliability and variance explained for all the constructs are greater 
than 0.70 and 0.60 respectively. This suggests that all the adopted constructs are different.
Discriminant Validity:
Discriminant validity examines whether the variables are distinctive and unique (Bryman 
and Bell, 2015). The results are presented in Table 4.
Table 4: Discriminant Validity
 TL EP EE SE OC JS EC
Transform. Leadership 0.87      
Employee Performance 0.84 0.81     
Employee Engagement 0.55 0.79 0.80    
Self-Efficacy 0.51 0.52 0.83 0.82   
Org. Commitment 0.33 0.48 0.49 0.81 0.79  
Job Satisfaction 0.29 0.28 0.41 0.45 0.45 0.77 
Employee Creativity 0.01 0.17 -0.26 0.93 0.93 0.73 0.71
Table 4 shows that the square root of variance explained is greater than the square of 
each correlation value. This suggests that the constructs used in the study are distinctive 
and unique (Bryman & Bell, 2015).
Transformational leadership and Employee Performance
The hypothesis that transformational leadership has a positive effect on employee per-
formance was examined through simple regression. The results are presented in Table5.
Table 5: Regression Results 
 Unstandardized Standardized  
 Coefficient Coefficient 
Model B Std.Error Beta T Sig
Constant 0.831 0.253  3.121 0.002
Trans. Leadership 0.843 0.071 0.739 10.296 0.000
Dependent Variable: Employee Performance. R2= 0.575, F-stat = 106.007, P< 0.05.
The regression results in Table 5 suggest that transformational leadership has a positive 
and statistically significant effect on employee performance. 
Transformational Leadership and Employee Engagement
The hypothesis that transformational leadership has a positive effect on employee en-
gagement was examined through simple regression. The results are presented in Table 6.
Table 6: Regression Results 
 Unstandardized Standardized  
 Coefficient Coefficient
Model B Std. Error Beta T Sig
(Constant) 0.891 0.218  3.481 0.003
Trans. Leadership 0.862 0.036 0.721 9.973 0.001
Dependent Variable: Employee Engagement. R2 = 0.61, F-stat = 99.460, P < 0.05.
The regression results in Table 6 suggest that transformational leadership has a positive 
and statistically significant effect on employee engagement. 
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Transformational Leadership and Self-Efficacy
The hypothesis that transformational leadership has a positive effect on self-efficacy was 
examined through simple regression. The results are presented in Table 7.
Table 7: Regression Results
 Unstandardized Standardized  
 Coefficient  Coefficient 
Model B Std. Error Beta T Sig
1 (Constant) 1.71 0.53  3.1 0.02
Trans. Leadership 0.14 0.14 0.09 1.018 0.310
Dependent Variable: Self Efficacy.  R2 = 0.10, F-stat = 1.037, P > 0.05.
The regression results in Table 7 suggest that transformational leadership does not have 
a statistically significant influence on self-efficacy. 
Transformational Leadership and Organizational Commitment
The hypothesis that transformational leadership has a positive effect on organizational 
commitment was examined through simple regression. The results are presented in Table 8.
Table 8: Regression Results
 Unstandardized Standardized  
 Coefficient Coefficient 
Model B Std.Error Beta T Sig
1 (Constant) 2.32 0.52  4.30 .000
Trans. Leadership -0.013 0.12 -0.02 -0.09 .300
Dependent variable: Organizational Commitment.  R2 = 0.001, F-stat = 0.008, P > 0.05. 
The regression results in Table 8 suggest that transformational leadership does not have 
a statistically significant influence on organizational commitment. 
Transformational Leadership and Job Satisfaction
The hypothesis that transformational leadership has a positive effect on job satisfaction 
was examined through simple regression. The results are presented in Table 9.
Table 9: Regression Results
 Unstandardized Standardized 
 Coefficient  Coefficient 
Model B Std. Error Beta T Sig
1 (Constant) 0.831 0.260  3.51 .003
Trans. Leadership 0.843 0.76 0.713 10.671 .000
Dependent variable: Job Satisfaction, R2 = 0.51, F-stat = 113.870, P < 0.05. 
The regression results in Table 9 suggest that transformational leadership has a positive 
and statistically significant effect on job satisfaction. 
Transformational Leadership and Employee Creativity
The hypothesis that transformational leadership has a positive effect on employee cre-
ativity was examined through simple regression. The results are presented in Table 10.
Table 10: Regression Results
 Unstandardized Standardized  
 Coefficient  Coefficient 
Model B Std. Error Beta T Sig
1 (Constant) 0.811 0.253  3.12 .002
Trans. Leadership 0.841 0.63 0.719 9.342 .000
Dependent variable: Employee Creativity. R2 = 0.524, F-stat = 87.272, P< 0.05.
The regression results in Table 10 suggest that transformational leadership has a positive 
and statistically significant effect on employee creativity. 
Discussion of Results
Transformational leadership and Employee Performance
The regression results in Table 5 suggests that transformational leadership has a posi-
tive and statistically significant effect on employee performance. Several studies have val-
idated the effect of transformational leadership on employee performance. Many studies 
have linked transformational leadership with employee performance and also found that 
transformational leadership has a significant positive effect on trustworthiness. This indi-
cates that employee performance improves with an increase in the of trust of leaders (Beau-
champ et. al., 2010). Previous research has found that the transformational leadership style 
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has an inspirational effect on employees which enhances their self-efficacy and motiva-
tion level. It also enhances employee performance (DeRue & Wellman, 2009; Kelloway et al., 
2017; Wang et al., 2016).
Transformational Leadership and Employee Engagement
The regression results in Table 6 suggest  that transformational leadership has a posi-
tive and statistically significant effect on employee engagement. Several studies on trans-
formational leadership have found that it has a positive effect on employee engagement 
(Crawford, Rich, Buckman, & Bergeron, 2014; Strom, Sears, & Kelly, 2014). Two aspects of 
transformational leadership, i.e. inspirational motivation and charisma also help in increas-
ing employee engagement.  Thus, inspirational leaders enhance employee engagement 
through motivational speeches, appreciation and stimulating teamwork (Kuhnert & Lewis, 
1987; Washington et al., 2014). Employee engagement also increases when leaders encour-
age employees to solve the prevailing problems through creativity and innovation (Bre-
evaart et al., 2014). As opposed to transformational leadership, transactional leadership 
tends to have a negative effect on employee engagement (Henker, Sonnentag, & Unger, 
2015). 
Transformational Leadership and Self-Efficacy
The regression results in Table 7 suggest that transformational leadership does not have 
a statistically significant influence on self-efficacy. This finding is not consistent with many 
previous studies. Prior research suggests that transformational leaders tend to give posi-
tive feedback to subordinates and promote optimism. As a result they enhance employee 
commitment to achieve organizational goals (Tims, Bakker, & Xanthopoulou, 2011). Stud-
ies have found that Pygmalion helps in enhancing self–efficacy.  Pygmalion also promotes 
learning and positive expectations (Celuch, Kasouf, & Strieter, 2015).  Leaders with charisma 
emphasize on channeling efforts which leads to an increase in self-worth and self-effica-
cy (Mittal & Dhar, 2015). Higher self-worth also leads to self-efficacy and a sense of moral 
correctness. They also help in building employee strength and confidence (Caillier, 2016). 
Studies have found that transformational leaders have a capacity to influence and enhance 
self-efficacy and self-belief. 
Transformational Leadership and Organizational Commitment
The regression results in Table 8 suggest that transformational leadership does not have 
a statistically significant influence on organizational commitment. This finding is not consis-
tent with many previous studies. Prior research suggests that transformational leaders pro-
mote employee development through inspiration and organizational commitment (Avolio, 
Zhu, Koh, & Bhatia, 2004)  A study carried out in 90 Singaporean schools had found that 
transformational leadership has a significant relationship with  job satisfaction and  organi-
zational commitment (Ross & Gray, 2006). Organizational commitment is also reflected by 
the level of employee involvement in an organization. Prior studies have found that orga-
nizational commitment can be increased through transformational leadership (De Moura, 
Abrams, Retter, Gunnarsdottir, & Ando, 2009). Transformational leaders also play a signifi-
cant role in increasing employee commitment. Employee commitment is achieved by en-
couraging employees to think creatively and critically. For example, employee commitment 
can be enhanced through appreciation, recognition and involvement in decision making. 
All such  activities are geared towards employee development (Avolio & Gardner, 2005).
Transformational Leadership and Job Satisfaction
The regression results in Table 9 suggests that transformational leadership has a positive 
and statistically significant effect on job satisfaction. Many studies have examined how job 
satisfaction is affected by leadership styles (Elkins & Keller, 2003). Organizations that are 
flexible and encourage participative management tend to have a highly satisfied workforce 
(McKinnon, Harrison, Chow, & Wu, 2003). Studies have observed that transformational lead-
ership qualities have a significant relationship with job satisfaction and commitment. The 
relationship between transformational leadership and job satisfaction has been examined 
across many industries and organizational settings (Elkins and Keller, 2003). It has also been 
observed that the transformational leadership training program had significantly improved 
employee perception of leaders (Kelloway, Barling, & Helleur, 2000; Aydin et al, 2013).
Transformational Leadership and Employee Creativity
The regression results in Table 10 suggests that transformational leadership has a posi-
tive and statistically significant effect on employee creativity. Transformational leadership 
not only plays a significant role in inspiring followers but it also promotes creativity (Chang 
& Lee, 2007). Transformational leadership and creativity have some common determinants 
including vision, support for innovation and recognition (Elkins & Keller, 2003). Self-efficacy 
also leads to creativity. Since transformational leaders create self-efficacy, they are also pro-
moting creativity through self-efficacy. Studies have found that employees with a high level 
of self-efficacy often generate new ideas and solutions (De Jesus et al., 2013). In addition, 
emotional bonds created through transformational leadership also promotes creativity. 
Conclusion 
The study examined the relationship between transformational leadership and employ-
ee attributes such as employee performance, employee engagement, self-efficacy, orga-
nizational commitment, job satisfaction and employee creativity. The results indicate that 
transformational leadership does not have a statistically significant influence on self-effica-
cy and organizational commitment. On the contrary, transformational leadership has a sta-
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tistically significant and positive effect on employee performance, employee engagement, 
job satisfaction and creativity. 
Limitations and Future Research
This study has adopted a quantitative approach. Future studies may adopt a mixed 
methodology to examine the issue. Moreover, studies can also examine the role of transfor-
mational leadership after including demographic factors. While this study was restricted to 
the banking sector in Karachi, future studies may explore other industries operating within 
the Pakistani economy. In addition, the role of culture in transformational leadership may 
also be examined.
Transformational Leadership
1. Instills pride in me for being associated with him/her  5 4 3 2 1
2. Talks optimistically about the future 5 4 3 2 1
3. Provides me with assistance in exchange for my efforts  5 4 3 2 1
4. Keeps track of all mistakes 5 4 3 2 1
5. Avoids getting involved when important issues arise 5 4 3 2 1
Employee Engagement
1. I have received recognition for doing my job well. 5 4 3 2 1
2. My supervisor seems concerned about my welfare. 5 4 3 2 1
3. The mission of the agency makes me feel like the work I do matters. 5 4 3 2 1
4. I have friends at work. 5 4 3 2 1
5. While on the job, my ideas and opinions are taken seriously. 5 4 3 2 1
6. The materials, tools and equipment that I need to do my job are supplied  
 by the agency and made readily available to me 5 4 3 2 1
7. The people I work with do a good job. 5 4 3 2 1
8. I will still be employed here two years from now. 5 4 3 2 1
Self-Efficacy
1. I sometimes avoid difficult tasks. 5 4 3 2 1
2. I am a very determined person.  5 4 3 2 1
3. Once I set my mind to a task almost nothing can stop me.  5 4 3 2 1
4. I have a lot of self-confidence. 5 4 3 2 1
5. I am at my best when I am really challenged. 5 4 3 2 1
6. I believe that it is shameful to give up something I started.  5 4 3 2 1
7. Sometimes things just don’t seem worth the effort. 5 4 3 2 1
8. I find it difficult to take risks.  5 4 3 2 1
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Appendix
Questionnaire
Scale: 1 being strong disagreement and 5 being strong agreement
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Organizational Commitment
1. It would be very hard for me to leave my department right now,  
 even if I wanted to 5 4 3 2 1
2. I would be very happy to spend the rest of my career with this department 5 4 3 2 1
3. I really feel as if this department’s problems are my own 5 4 3 2 1
4. Right now, staying with my department is a matter of 
 necessity as much as desire 5 4 3 2 1
5. I do not feel a strong sense of “belonging” to my department 5 4 3 2 1
6. I feel that I have too few options to consider leaving this department 5 4 3 2 1
7. I do not feel “emotionally attached” to this department 5 4 3 2 1
8. I do not feel like “part of the family” at my department 5 4 3 2 1
Job Satisfaction
1. I am proud to work for this Bank 5 4 3 2 1
2. I know what this bank expects from me 5 4 3 2 1
3. I am satisfied with the amount of feedback I receive about my work 5 4 3 2 1
4. I receive enough training to handle my tasks 5 4 3 2 1
5. I plan on working here a long time 5 4 3 2 1
6. I am satisfied with the co-operation between functions in my bank 5 4 3 2 1
7. Internal communication is effective at our bank 5 4 3 2 1
8. I understand how my function’s processes work. 5 4 3 2 1
Employee  Creativity 
1. I am a creative problem-solver 5 4 3 2 1
2. I use my creative abilities when faced with challenges. 5 4 3 2 1
3. I take risks with my ideas.  5 4 3 2 1
4. I am comfortable with others critiquing my ideas 5 4 3 2 1
5. I always think of new ways to do things 5 4 3 2 1
6. It is easy for me think of many ideas when looking for an answer to a question. 5 4 3 2 1
7. I tend to do things that are unusual for most people.  5 4 3 2 1
8. I always stand out in a crowd. 5 4 3 2 1
References
Acar, A. Z. (2012). Organizational culture, leadership styles and organizational commitment in 
Turkish logistics industry. Procedia-Social and Behavioral Sciences, 58, 217-226. 
Allen, T. D., Herst, D. E., Bruck, C. S., & Sutton, M. (2000). Consequences associated with work-
to-family conflict: a review and agenda for future research. Journal Of Occupational Health 
Psychology, 5(2), 278-305. 
Aragón-Correa, J. A., García-Morales, V. J., & Cordón-Pozo, E. (2007). Leadership and organizational 
learning’s role on innovation and performance: Lessons from Spain. Industrial marketing 
management, 36(3), 349-359. 
Avolio, B. J., & Bass, B. M. (1995). Individual consideration viewed at multiple levels of analysis: 
A multi-level framework for examining the diffusion of transformational leadership. The 
Leadership Quarterly, 6(2), 199-218. 
Avolio, B. J., & Gardner, W. L. (2005). Authentic leadership development: Getting to the root of 
positive forms of leadership. The Leadership Quarterly, 16(3), 315-338. 
Avolio, B. J., Zhu, W., Koh, W., & Bhatia, P. (2004). Transformational leadership and organizational 
commitment: Mediating role of psychological empowerment and moderating role of structural 
distance. Journal Of Organizational Behavior, 25(8), 951-968. 
Aydin, A., Sarier, Y., & Uysal, S. (2013). The Effect of School Principals’ Leadership Styles on Teachers’ 
Organizational Commitment and Job Satisfaction. Educational Sciences: Theory and Practice, 
13(2), 806-811. 
Baloch, Q. B., Ali, N., & Zaman, G. (2014). Measuring employees commitment as outcome of 
transformational and transactional leadership styles: an empirical study. Abasyn Journal of 
Social Sciences, 3(2), 208-214. 
Bryman, A., & Bell, E. (2015). Business Research Methods. Oxford University Press, USA.
Bass, B. M. (1985). Leadership: Good, better, best. Organizational Dynamics, 13(3), 26-40. 
Bass, B. M. (1995). Theory of transformational leadership redux. The Leadership Quarterly, 6(4), 463-
478. 
Bass, B. M., Avolio, B. J., Jung, D. I., & Berson, Y. (2003). Predicting unit performance by assessing 
transformational and transactional leadership. Journal Of Applied Psychology, 88(2), 207-218. 
38 Research
Market Forces
College of Management Sciences
Vol. XII,  No. 2
December 2017
39Research
Market Forces
College of Management Sciences
Vol. XII,  No. 2
December 2017
Beauchamp, M. R., Barling, J., Li, Z., Morton, K. L., Keith, S. E., & Zumbo, B. D. (2010). Development 
and psychometric properties of the transformational teaching questionnaire. Journal of Health 
Psychology, 15(8), 1123-1134. 
Berghe, V., & Hyung, J. (2011). Job satisfaction and job performance at the work place.   Retrieved 
April, 2016, 2017, from https://www.theseus.fi/ bitstream /handle /10024/28669/% 20Vanden_
Berghe_Jae.pdf?sequence=1
Beverborg, A. O. G., Sleegers, P. J., & van Veen, K. (2015). Promoting VET teachers’ individual and 
social learning activities: the empowering and purposeful role of transformational leadership, 
interdependence, and self-efficacy. Empirical Research in Vocational Education and Training, 
7(1), 5-19. 
Birasnav, M. (2014). Knowledge management and organizational performance in the service 
industry: The role of transformational leadership beyond the effects of transactional leadership. 
Journal of Business Research, 67(8), 1622-1629. 
Boies, K., Fiset, J., & Gill, H. (2015). Communication and trust are key: Unlocking the relationship 
between leadership and team performance and creativity. The Leadership Quarterly, 26(6), 
1080-1094.
Braun, S., Peus, C., Weisweiler, S., & Frey, D. (2013). Transformational leadership, job satisfaction, 
and team performance: A multilevel mediation model of trust. The Leadership Quarterly, 24(1), 
270-283. 
Breevaart, K., Bakker, A., Hetland, J., Demerouti, E., Olsen, O. K., & Espevik, R. (2014). Daily 
transactional and transformational leadership and daily employee engagement. Journal of 
Occupational and Organizational Psychology, 87(1), 138-157. 
Brown, B. B. (2003). Employees’ Organizational Commitment and Their Perceptions of Supervisors’ 
Relations-Oriented and Task-Oriented Leadership Behaviors. (Phd), Virginia Polytechnic Institute 
and State University, Virgina, USA.
Burns, J. M. (1978). Leadership New York. NY: Harper and Row Publishers. 
Caillier, J. G. (2016). Linking transformational leadership to self-efficacy, extra-role behaviors, and 
turnover intentions in public agencies: The mediating role of goal clarity. Administration & 
Society, 48(7), 883-906. 
Callow, N., Smith, M. J., Hardy, L., Arthur, C. A., & Hardy, J. (2009). Measurement of transformational 
leadership and its relationship with team cohesion and performance level. Journal of Applied 
Sport Psychology, 21(4), 395-412. 
Cappelli, P., Singh, H., Singh, J., & Useem, M. (2015). Indian business leadership: Broad mission and 
creative value. The Leadership Quarterly, 26(1), 7-12. 
Celuch, K. G., Kasouf, C. J., & Strieter, J. C. (2015). A framework for individual use of market information. 
Paper presented at the Proceedings of the 1997 Academy of Marketing Science (AMS) Annual 
Conference.
Chang, S.-C., & Lee, M.-S. (2007). A study on relationship among leadership, organizational 
culture, the operation of learning organization and employees’ job satisfaction. The Learning 
Organization, 14(2), 155-185. 
Choi, J. (2006). A motivational theory of charismatic leadership: Envisioning, empathy, and 
empowerment. Journal of Leadership & Organizational Studies, 13(1), 24-43. 
Crawford, E. R., Rich, B. L., Buckman, B., & Bergeron, J. (2014). The antecedents and drivers of 
employee engagement. Employee Engagement in Theory and Practice, IOWA: Routledge
de Jesus, S. N., Rus, C. L., Lens, W., & Imaginário, S. (2013). Intrinsic motivation and creativity related 
to product: A meta-analysis of the studies published between 1990–2010. Creativity Research 
Journal, 25(1), 80-84. 
De Moura, G. R., Abrams, D., Retter, C., Gunnarsdottir, S., & Ando, K. (2009). Identification as an 
organizational anchor: How identification and job satisfaction combine to predict turnover 
intention. European Journal of Social Psychology, 39(4), 540-557. 
DeRue, D. S., & Wellman, N. (2009). Developing leaders via experience: the role of developmental 
challenge, learning orientation, and feedback availability. Journal of Applied Psychology, 94(4), 
859-875. 
Elkins, T., & Keller, R. T. (2003). Leadership in research and development organizations: A literature 
review and conceptual framework. The Leadership Quarterly, 14(4), 587-606. 
Ergeneli, A., Arı, G. S. l., & Metin, S. (2007). Psychological empowerment and its relationship to trust 
in immediate managers. Journal of Business Research, 60(1), 41-49. 
Geyer, A., & Steyrer, J. (1998). Messung und Erfolgswirksamkeit transformationaler Führung. 
German Journal of Human Resource Management, 12(4), 377-401. 
Hardy, L., Arthur, C. A., Jones, G., Shariff, A., Munnoch, K., Isaacs, I., & Allsopp, A. J. (2010). The 
relationship between transformational leadership behaviors, psychological, and training 
outcomes in elite military recruits. The Leadership Quarterly, 21(1), 20-32. 
40 Research
Market Forces
College of Management Sciences
Vol. XII,  No. 2
December 2017
41Research
Market Forces
College of Management Sciences
Vol. XII,  No. 2
December 2017
Henker, N., Sonnentag, S., & Unger, D. (2015). Transformational leadership and employee creativity: 
the mediating role of promotion focus and creative process engagement. Journal of Business 
and Psychology, 30(2), 235-247. 
Hurter, N. (2009). The Role of Self-Efficacy in Employee Commitment. (Master of Commerce), 
University of South Africa. 
Jaussi, K. S., & Dionne, S. D. (2003). Leading for creativity: The role of unconventional leader 
behavior. The Leadership Quarterly, 14(4), 475-498. 
Joo, B.-K., Jun Yoon, H., & Jeung, C.-W. (2012). The effects of core self-evaluations and transformational 
leadership on organizational commitment. Leadership &Organization Development journal, 
33(6), 564-582. 
Judge, T. A., Erez, A., Bono, J. E., & Thoresen, C. J. (2003). The core self‐evaluations scale: Development 
of a measure. Personnel Psychology, 56(2), 303-331. 
Kelloway, E. K., Gilbert, S., Fraccaroli, F., & Sverke, M. (2017). Does It Matter Who Leads Us?: The 
Study of Organizational Leadership. An Introduction to Work and Organizational Psychology: An 
International Perspective,New Jersy:John Wiley & Sons
Kelloway, E., Barling, J., & Helleur, J. (2000). Enhancing transformational leadership: The roles of 
training and feedback. Leadership & Organization Development Journal, 21(3), 145-149. 
Kopperud, K. H., Martinsen,y., & Humborstad, S. I. W. (2014). Engaging leaders in the eyes of the 
beholder: On the relationship between transformational leadership, work engagement, service 
climate, and self–other agreement. Journal of Leadership & Organizational Studies, 21(1), 29-42. 
Kuhnert, K. W., & Lewis, P. (1987). Transactional and transformational leadership: A constructive/
developmental analysis. Academy of Management Review, 12(4), 648-657. 
LePine, M. A., Zhang, Y., Crawford, E. R., & Rich, B. L. (2016). Turning their pain to gain: Charismatic 
leader influence on follower stress appraisal and job performance. Academy of Management 
Journal, 59(3), 1036-1059. 
Lievens, J., Caestecker, F., Van Pottelberge, A., Van de Putte, B., & Dupont, E. (2017). Partner Choices 
in Long Established Migrant Communities in Belgium. Historical Life Course Studies, 4, 20-40. 
McCleskey, J. A. (2014). Situational, transformational, and transactional leadership and leadership 
development. Journal of Business Studies Quarterly, 5(4), 117-132. 
McKinnon, J. L., Harrison, G. L., Chow, C. W., & Wu, A. (2003). Organizational culture: Association 
with commitment, job satisfaction, propensity to remain, and information sharing in Taiwan. 
International Journal 0f Business Studies, 11(1), 1-27. 
Mittal, S., & Dhar, R. L. (2015). Transformational leadership and employee creativity: mediating 
role of creative self-efficacy and moderating role of knowledge sharing. Management Decision, 
53(5), 894-910. 
Muenjohn, N., & Armstrong, A. (2015). Transformational leadership: The influence of culture 
on the leadership behaviours of expatriate managers. International Journal of Business and 
Information, 2(2), 265-283
Mumford, M. D., & Gustafson, S. B. (1988). Creativity syndrome: Integration, application, and 
innovation. Psychological Bulletin, 103(1), 27-43. 
Nasomboon, B. (2014). The relationship among leadership commitment, organizational 
performance, and employee engagement. International Business Research, 7(9), 77. 
Pantouvakis, A., & Bouranta, N. (2013). The interrelationship between service features, job 
satisfaction and customer satisfaction: Evidence from the transport sector. The TQM Journal, 
25(2), 186-201.
Paulsen, N., Callan, V. J., Ayoko, O., & Saunders, D. (2013). Transformational leadership and 
innovation in an R&D organization experiencing major change. Journal of Organizational 
Change Management, 26(3), 595-610. 
Podsakoff, P. M., MacKenzie, S. B., & Bommer, W. H. (1996). Transformational leader behaviors and 
substitutes for leadership as determinants of employee satisfaction, commitment, trust, and 
organizational citize. Journal of Management, 22(2), 259-298. 
Popli, S., & Rizvi, I. A. (2015). Exploring the relationship between service orientation, employee 
engagement and perceived leadership style: a study of managers in the private service sector 
organizations in India. Journal of Services Marketing, 29(1), 59-70. 
Ross, J. A., & Gray, P. (2006). Transformational leadership and teacher commitment to organizational 
values: The mediating effects of collective teacher efficacy. School Effectiveness and School 
Improvement, 17(2), 179-199. 
Schaubroeck, J., Lam, S. S., & Peng, A. C. (2011). Cognition-based and affect-based trust as 
mediators of leader behavior influences on team performance. Journal of Applied Psychology, 
96(4), 863-871. 
42 Research
Market Forces
College of Management Sciences
Vol. XII,  No. 2
December 2017
43Research
Market Forces
College of Management Sciences
Vol. XII,  No. 2
December 2017
Schmitt, A., Den Hartog, D. N., & Belschak, F. D. (2016). Transformational leadership and proactive 
work behaviour: A moderated mediation model including work engagement and job strain. 
Journal of Occupational and Organizational Psychology, 89(3), 588-610.
Singh, N., & Krishnan, V. R. (2005). Towards understanding transformational leadership in India: A 
grounded theory approach. Vision, 9(2), 5-17. 
Stewart, J. (2006). Transformational leadership: An evolving concept examined through the works 
of Burns, Bass, Avolio, and Leithwood. Canadian Journal of Educational Administration and 
Policy, 54, 1-29. 
Strom, D. L., Sears, K. L., & Kelly, K. M. (2014). Work engagement: The roles of organizational justice 
and leadership style in predicting engagement among employees. Journal of Leadership & 
Organizational Studies, 21(1), 71-82. 
Theisohn, T., & Lopes, C. (2013). Ownership leadership and transformation: Can we do better for 
capacity development: Routledge.
Tims, M., Bakker, A. B., & Xanthopoulou, D. (2011). Do transformational leaders enhance their 
followers’ daily work engagement? The Leadership Quarterly, 22(1), 121-131. 
Vann, B. A., Coleman, A. N., & Simpson, J. A. (2014). Development of the Vannsimpco leadership 
survey: a delineation of hybrid leadership styles. Swiss Business School Journal of Applied 
Business Research, 3, 28-38. 
Wang, B., Qian, J., Ou, R., Huang, C., Xu, B., & Xia, Y. (2016). Transformational leadership and 
employees’ feedback seeking: The mediating role of trust in leader. Social Behavior and 
Personality: An International Journal, 44(7), 1201-1208. 
Wang, C.-J., Tsai, H.-T., & Tsai, M.-T. (2014). Linking transformational leadership and employee 
creativity in the hospitality industry: The influences of creative role identity, creative self-
efficacy, and job complexity. Tourism Management, 40, 79-89. 
Wang, G., Oh, I.-S., Courtright, S. H., & Colbert, A. E. (2011). Transformational leadership and 
performance across criteria and levels: A meta-analytic review of 25 years of research. Group & 
Organization Management, 36(2), 223-270. 
Washington, R. R., Sutton, C. D., & Sauser Jr, W. I. (2014). How distinct is servant leadership theory? 
Empirical comparisons with competing theories. Journal of Leadership, Accountability and 
Ethics, 11(1), 11-25. 
Wilson, K. (2009). A survey of employee engagement: University of Missouri-Columbia.
